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Meeting with Kirkpatrick, Richardson, [ | STAT

Tuesday, 10 November, 2 p.m.
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MEMORANDUM FOR: Executive Olrector-Cemptraller
THROUGH : Dsputy Director for Support
SUBJECT
REFERENCES

»

A Program for Ranagement Yralaing

Action Memoranduss Mo. A-M12, '"Management Training'';
D0/S Memorsndum 6L~L435, Sane Subject

-e

i. Paragraph 13 contains a recommendation for your spproval, sub-
mitted in response to the ection reguested In referenced memorend:s.

2. VWe are asmuming that the naln objective of mansgoment treining
is increased offlclency and effectiveness In the Agency's performince
of its missten. Although the expasure of Individuals on @ voluntery
basis to varlous types of management training say contribute to Isproved
Individus! performance, too often the students are not able to spply vwhet
they have learned to thelr actual working sitvation. About 2,300 Agency
managars and supervisors have been oriented, famliilarized, or otherwise
trained In the last tern years, but mbaagesmnt problems stil) persist.
{see Attachment 1)

3. A study of all the kinds of management training currently being
practiced has led us to the conclusion thet the concepts and teaclhing
methods smbodled In the so-called 'Wenagerial §rid' offer the best prospacts
for a material Improvessnt of the Agency's mensgament process (set Attach-
ment 11 ~ “The Managerial Grid"), if used on a planned, systematic basis.

k. e therefore feel thet the flrst atep in a planned progrim of
management training shoauld be the adninistration of Phapes | and i of
the Grid method to sslected offlces of the Agency, with eveluatiorn of
results before procesding further. Attachment 11t is the rough proposal

STAT

—Wind of orghnTzation.

5. A single pllot project could be accuamp!ished by| | STAT
the present Ranagement Tralning Faculty of OTR, but the resufts o such
a project would not be known for a yosr and o half after its beglining,
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and even than might have tittle impact on other parts of the Ageniy.
A bolder and to us a much more desireble effort would call for faur
pilot projects at the same time (& forsign division of PB/P, plus one
affice sach from the BB/1, the BD/5, and the D/98T) even though thlis
effort would require more staff and & substantlal sum of roney.

6., The second element In our S~part program calls for twe Senior
fanagement Seminars each year with the abjactive of kr!ngmg to miar
officars a desper understending of menagerial behavior
Seminars are currently studylng the "Wanagerial Grid" | |
other subject matter Is not necessorily precluded from Tuture sescions,
if worthwbile programs can be ldentifted. These Ssminars should he
staged, however, by outside consuleants. 1t s doubtful that mort then

two Saminars & year can be supported at this tine; the number could be
incraased If need arises.

7. The third part of the progrem conslists of a “Supsrvision Course”
for §8+5 through 8S~10 and » '‘Wanagssent Course' for §5-11 through §8-1k4,
these coursas being ore week In langth and substantielly simller to those
currently offered by TR, Thelr abjective would be to Introduce basic
knowledge of the subject, to afford some practice In basic skills, and
to ancourage right attitudes toward work and warkers. These courtes
can be offared up to twelve tires a year, which should wore than take
care of all persons woving Inte supsrvisory positions for the first time,

8. The fourth pert of cur program consists of external courses
offersd by universities, management speclalists, and government oygani-~
zotions. Yhese would be used to meet the demomstrated need of Indi-
viduals for spacialized instruction beyond what OTR can provids.

9. 1t i3 plonned to swet the nteds of nidcareerists for manigement
training by emphasis on actual Agency probless In the Midcareer Brecotive
Bevelopmant Course, and by a prerequisite basic course.

10, The above described four<part progras i3 a modest one cappared,
for sxample, with that of the Fedsral Aviation Agency or the internal
Revenue Service. It Is essentially & stepping up of the present (TR
management tralning, with the additlon of the Pilot Program. It cénnot
cope with the total nurbsr of venagers In the Agency who have kad no
sanagement tralaing {sme Attachmen: 1V on Nwrders to be Treatned), but
we belleve that any expansion of this tralning should be postponer until
the Pllot Program hes been assessed.

11. tn summery, our minagement tralning plan calls for three
stabilixed continuing elements which are already budgeted for snd which

can be handled with no Increass In staff or Facllitles {sse Attachmant
V on Funds).

L7
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apamek Senlor Samipars (85-15 and above) per year,
y outside consultsnts, for a sax<lous of 70 persons:;

" i
b.” Twelve ona-waek courses par year apportioned as raquired

batwasn W@ (6% 5-10) and Mansgement (G5 11-14);
conducted by OTR for a maximun of | ; one or the other

to bs mandstory for all pursens enf@Fing supervisory positiens
for the first time.

c. Exkarnal Lra In specialized aspects of mansgeme:t
l ’ . ' m h ‘ ﬁt!'.t o B e MR DA B G GIRREG &n  RRRTLE e s PO

{2. The fourth slament of our pian, and the most signiflicant fer
increasing managerial offectiveness, consists of training one or vore
offices in Phases | and 11 of the Hehagerial &rid program:

a. Fleat qutian: o single pilot project, as ocutlined In
Attoachment 111. This could ba hndled by the present Manage ent
Training Faculty of OTR {1 addlclon to its other programs. “he
money {about $25,000) has not been budgnted and would have t be
provided from some appropilata source.

b. Jacend gotion: four concurrent pilot projects {one “rom
each Depwty Birectorate). To handle this, OTR would need an
sliocation of four positions in ordar to provide the Mansgement
Yraining Faculty with two additional senier Instructors, an
sdministrator and a clerk~typiat, The cost of this option i:
estimated to fall between $75,000 and $:00,000 {about 350 peuple}.

13. Sscommndation: that you
a&. approve the treining olon outlined in paragraph 11;

b. approve in principle the proposal for four pilot prajects
{sscond option), subject to & solution of the staffing and fipanclal
probliems.

‘:;n‘ e

MATTHEW BAIRD
Birector of Training

Attachmants: As Stated Above
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CORCURRENCE :
{84 L. K. Wnite 9 NOV 1964
Seputy Blrector for Support bate

Yha recommendation contained In paragraph 13 is approved.

/S/ S 1He

Execut fve Director-Comptrol ler Sate
SISTRIBUTION:

Original -~ PIR (w/besic)

1 mm Registry (w/kasic) -~

2 » Deputy Blractor for Support {w/basic) L i, @M P
3 - Office of Tralning {w/besl:)

STAT OTR/IS/MTF/l |':mam (15 October 1964)
STAT Rewritten OTR/IS/MTF/| imam (6 November 196k4)

(H/w note fr LXW to ExDir)

Kirk: Ihope you will have a chance to read this before we meet in the

STAT next day or two with Baird andlIlto set a course for Management
Training. 7/s/ LKW 9 Nov 64

Approved For Release 20()3/09/04 : CIA-RDP84-00780R000600250013-7




Approved For Release 2003/09/04 : CIA-RDP84-00780R000600250013-7 . o
ATT 7o DB/5 (97539)

ATYACHEINT |
AGENCY MANABIMERT PROBLEMS
—JAr Soun By Stedwnts)

t. During the period Rarch~june 1364, the Henagement Training Faculty
of OTR divided Its classes Into teams of 6 or 7, and asked them to “declds
23 & team what major managerial probless sre preventing the Agency fas you
know it) from delng fully effective.” The objective wes to learn 1f the
teaching was related to menagenent probloms a5 sagcmived by the students.

The semple s small, and ansmwers may reflect classroor discussions.
Neverthelass, a certain pattarn eppedrad which soy be significant. This
exsrcliss svoked much Interest end serlous thougit from the students ‘at
ail levels. In Ptﬂ!, they tended 12 see the problems as situsted
Shoyg thelr own level

The chart on the next page doss not give astual respocses, but jroups
the team answers In peneral categoriss. The nanbers show the times thet
teams made responses fitting Into eagh catagory.

t. in snswer to the question pased by the Daputy Birector for support,
these ;mz raspanses may ar!;uy ::t bave a rulationship tawthc sffective
ness Ageacy mansgers gonarally, but they do suggest sress of weasiress,
wany ?f which have been docsmnted by students through the narratioa of
actual cases.

OYR supervision and monagemert caursas can help Individuals to become
better supervisors and manogers, we have reason to believe. But training
cannot provide sure~fire correction of weaknessos. The attitude of “he
treinee’s boss is & critical factor; what s leurnad in cless cannot be
spplied orn the job iIf the boss Is unlnforned or waable to set an exaple.
Students at all levels tall the Irstructors: ! wish my boss would zake
this course.”

OTR courses ohvlously cannot provide studeits with snswers to broad
Agency problems In the areas of formal organizatien and personne) mar-agamen t .
But one of the reasons we favor the Monagerial Erld approsch 1s that it
offers hope of finding solutions to manbgerial problems which are beyond
an lodividual’s capscity to solve.

o
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111, Chart of Tesn responses eccording to level:

Ly L

m a8 VI-1% | 8813 | €8 15-15 ?
dbmens | 4 vesms | O tesmy
3 lateral;
m demw 5 g ! 2
1 3 i i
L 7 % 3
4
warfare betwesn units; 3 6 2 8
Inflexiblitty; resist
change, etc,
b. formal organization
and procedures
(W?ﬂ?ﬂﬂi pin?lns; { 6 7 3 2
. " ‘pv' w
- face conf} #ct, mako
doztstons; leadership: 8 £ 2 2
power struggles; lack
1 of managewent skills,
M
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ATTACHMENT 1

1. The "Wanagerial §rid" approsch to managament training Is févored
by the Mansgement Tralning Fasulty of §TR for the followlag reasons:

a. it alms at lmproving the effectivenass of an entire organi-
zation, rather than selected Inc¢ividuals;

b. It incorporates the bast of recent resedrch on managems:t
practices and effective teaching methods;

c. it gets the students more interested and Invoived than anv
other method known to us;

d. It presents specific answers to such problems as how to
handle conflict;

¢. The later phases of the Grid program include eveluation of
results, and focus on actusl problems and solutions within the
students' orgenization;

f. With some preparation, It can ba teught by OTR lnstructor:
of even by Agency officlals 30 thelr seberdinates.

2, A forthcoming lssus of tmww will comtain
a description by Professor Blake of his application of this approach to a
large Industrial plant, with an evelvation of the results by two Merverd

professors. The changss that took placa In the orgenization are impressive;
they Include not only more fevorable attlitudes and work behavier, but such
moasurable items &3 Increased prof'it and reduction in sumber of employres.
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ATTACONENT 111

PREPL

4 et
LN

BNY_SOMRITYED |

.
¥

t. INTROBUCTION

This propesal out!ines a total progras In asnigesent and organizetion
development, Including greup training sesslons (Phase |1 « Managerlsl Grid:
and continuing team and organizatlion development activities conducted In
"“family groups.” ([Groups comprised of a supervisor and his lmmedlute suly-
ordinates and engaged In developing teim 89d organlzation skills, as well as
increased personel effectiveneus.)

This latter step is referrad to as Phase 4,
1. OBJECTYIVES

The basic purpose of this effort 11 to skpose onu operating unit to & tetal
progran In mensgement and organization devslopment. Ths specific gosls hiclude:

3, Incrensing the manugerial skills of all supervisors and manager:
in the pliot unit with heavy emphasis an dacislon making, probles sob-ing,
and leadership capabi!itles.

b. Improving the capacity and compesency of oparotiag staff tees: to
function with optimm effectivenes:.

€. Amnlyzing orgamizational effectiveness within the wnit, identifying
precedents and traditions which stind In the way of effsctive action and
eucuting plans for lmproved perforwance, iadividesily and orgenizationslly.

d. Paving the way for improved latersepartsontal relstions betwein the
unit participating In the pllot stady sl other unlts, {Actual Intergroup
activitios, however, will uot be @ part of this inltlal program, but will
bagla to erwrge in later stages of it.)

2. Evaluating the effuctivensss of this total organfzation Teproesant
approach to determine Its applicability in other unita of the Agency.

EYI.THE PROGRAM PLAN
8. Selection of the Pilot unli.

The program will be comducted within & pliot unlt, characteristie: of
which are described below:

i, YThe unit should include 7900 xo 1,000 people to provide an
apportunity to study not only small group development and effectP-eress,
but also the impact of the progras on 4 reasusshly large unit.
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2. Yhe unlt should be falrly autonomous, 1.8. under the super-
vision of & manager or dirvector vko has ressomably clesr-cut resgonsi-
bility for a specific sagment of Agency activities. Although the wmit
may be alther & "line"™ or suppori unit, It shauld be one whose s tivitles
have & direct bearing on the parforsance of other units and on the iotal
organization.

3. The effort should occur in a unit vhere the top manmger ¢f that
unit Is comitted to ssnagenent developmant and orgamization improvament.

b, Program Outilne
Ths total progrem will include the following alemants:
1. brisfing of staff and trainers
2. Trainiog of trainers
3. Phose | (The five~day Hansgerial Grié laboratory seminar)

4. Formation of an evalustior cammittec to estebllish criterls o
be used for measuring the effectivenass of tha total program.

S. Organizestion anelysis. (Recent technigues of orgenizatisn
sanlysis will provide for a graat deal of feedback In fdentifying buth
sttitudes and performance charactsristics of fndividusis and temms
within the pliot unit, Some of the specific slements which will be
ovalunted and analyzed in depth include: plonning techniques, con
mnlcations, decislonasking processes, end organizetion ¢l lmate.
This diagnostic offort will fom, Ia part, the basis for Phase 1§
davelopment and trainiag activitiss. '

6. Phase If (On~the-job mandgesent and tesm training)

The pllot unit will be comsrised of a variety of staff groups,
task forces, commitiess, etc. angaged In striving towerd the gosls of
the wnit. Phass 1} will provide tralalng for individusis who are culled
upon to work in specific groups to accomplish thelr Individual and
organizational gosls, in most instances these groups will be comorised
of a supervisor and his immediste subordiadtes. However, in some cases
special tesk groups, or comwitiees, way slso be sxposed to Phase !!
development. Specific siements of Phass 11 Include:

() Anslysis mnd Improveseat of persomal, smnagerisl skiits
(b)) Analysis of team, or group, effectiveness ir probles-
solving, decislion~making and sction programs.

B
t
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{c) Planning for lnproved mansgeris! and growp sffectiveness
{d) Clarification of functlons, roles, and relationshlips

(s) Developmeat of tems goals and the establ lsheent of gieurer
standards and sxpsctations whers required, and lmproved comtrols
and coordinatlen, as needed.

{f} The establishment (or clarification) of Individusl par-
fornance gosls and review protesses far improving the effactiverass
of both Individusls and tha total teas

(Al of the above ftems are suggested focal issues. These ray
vary somavhat depending upon the newds of the speeific tems !mi
the orgenizational purpose which Is lavolued.)

7. Perlodic review sessions with top steff,

One of the basic purposes of the pregrem is to provide an epportualty
to study and evelusts ths effectivensss of saagement trainin aad
organizational development sapronches on an m!wit' Thetafore,
1t s sugpestud that top Agency steff meet with of the gliot
unit, members of m mjnlng argln?ntim lﬁﬁ nmbers of the msﬁ%ﬂm}
— strongly urpes
. i inving TOURERCR WITH Y0P IRSEWAT D6 abiatained fhrough-
out the pregram with the ey pacple Involved wingﬁ teast onds overy
thres months to review pregram parfomance.

8. Nonitoring, Consuitstlion, Planning aad Gmk

ne monitoring services will My provided
' r ”tz? work :g:ty with the opere-

i e pTTot unlt and with trainlag and SUpport groups
ﬂwt »m he zmaw in the tutal arganizstion lmprovesent effor:.

V. PROBRAN COSYS

The following costs mey vary depamviing woon the mmber of perticipsmis, the
amount of training conducted by Agency staff, and other sinllar vertebles. Mowever.
the key slements In the total cost inciude M on a pilot growp of 100 menagers):

1. Briefing of staff and traliers $350
2. YTraleing of tralmurs {this lavolves attesience of ans person

from the Agency st a tralnar devslopment pr conducted by Br.
! I!ﬂtsﬁ wp tralning of
wing % 1s atso includsd: £235
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3. Phass 1 (The flve~day Nanaqerial Grld Laboratory Seminer
as previously conducted) ($125 per person times 130) $12.500

Quote: This figure includes tha cost of all materials which go Into
making up the notsbook, as well as wall charts and newsprint materiels.
Booke, notebooks and other speclal meterisls sre not Included«-ses beloe.)

b, Phese | sdditional materiais. Books, notsbooks, and
miscel lansous materials, {$18 per persem) 31.000

5. Evaluation Cosmittee 31,296
| staff members will participate with Agescy tralning staff aad

Agency management In designing an ovaluation progrem and administering
that program over a 12 to |8 month perlad.)

6. Organization Anelysis #1.000

Fuff will analyze data coilected throug: the medlius or the grgani~
xation culture assessment and through resorting scasions In Phase | Saminars
and sssist in the tabulation and luterpretation of this data, as well as
fooding It back to mansgement.

7. Phase i1 -~ 100 pacple st 57§ par person #7:590

This inclundes & briefing of the Pllot unit top menagement staff wro will
be conducting Phase 1! mestings and! sessions, bricFing of the trainisg end
support staff, and a complats set of satarisls for all sessions. (Wete:
This includes approximstsly 60 pagus of copyrighted sssslon outlines, which
have besn pretestsd In othar Managorlal situations, But which will be re-
desl )!n cooperstion with Agoncy staff to fit the Agency's nesds s
problems,

8. Perlodic Review Seasions with ton staff 33,200

At Isast & tlems during the Pilot 2rogram (12 to 16 months), gmff
vebers will seat with top Agency steff 2o fead hack the rasults stk
Phase | and Phase {1 activitles, to assist In the Interpretation of g-geni~
xatlion date snd to ald ia planning for future programming.

As part of this total af‘faﬁ, stoff mombors will sonltor, comsult,

plan and feed back dets to tralnefT, Support staff, pllot unit senagmest
and top management perscannal. |:|stzﬂ' nawbars will ba present and sslst

Yotal
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in the conduct of the first two Phass | sessfons and at injtial Phass 1§
sessions for top mansgement of the Pllot Unit for ro less then three wesks.
{2 Phase | seesions and Phese 1] seasfoss) In addition staff will ‘
wcnitor a1l the total progras and »il! ke physically p at sessions

no less then one day per sonthe-on the sverege—~during the flirst twalve
wonths of the program's operation. During visitations staff sembers
will be avallable to the Ageacy tralning end senagement Ff to assfst

In the design of supportive training sctivities and to provide comsults
tion In relsted areas. The resources
will bs svallable to the Agency tralning stafT by phone and persomal car
sultation In Mew York whenever deslired to assist ir the developmant ¢f case
materisls, treining design, svaludtior procedures, related training and
devalopmant plans and sctivities, :

Wiote: These are dirsct costs and do net include cut-of-pocket axpansas for
travel, moals and lodging, which may rosult dirsctly from the sctivitles |isted
sbove. it should also be noted that miny of the costs shown above are nén—recurrin
expanses which will not be presest In future programs, and If at the end of & brlef
trial period It Is decided by Agency mansgesent thet more people should Ba oxposed
to the Managerisl Grid Phase | Program, this can be done at 8 cost of approscimetely
$85 per persen, including books and all meteriais., Thus, future Phase | <oas be
accompl ished with a refatively suall lincrease In the total budget.

251
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Carser Service, it sppears only thet twofifths of the top bracket have kad

treining; twice as many In the middle bracket as noed it; and just the right

number &t the lowsst level. ¥his proportios probably doss mot hold for sny

:;.horlcff!u, but the deficit at the top leval undoubtudly occurs In o nimbar
units.

The 0ffice of Personnel has supp!led aa estimmts of about 275 now Flrsi-
Tine suparvisors a year. This mumber could be absorbec into the FYES schedule
z; W without strein f thelr attendsnce Is made mandatory (12 classes @
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1. Rllat Pralest {rough cstimats for 190 students) $28, 000
(for 350 students) $75,000=$100,0i )

314 dnars (70 students; ssout $128
per student $3, 300

$5,300
DRI L. i;;.v’-:, 4 & &
88 budgeted by Registrar/OTR; coits include
travel, lliving expenses) $48, 000

2. The Filot Project has not been budgsted for. |f approved, a
separate request for funds to cover it wlll e submitted.

All other costs through FY65 ave covered by the TR budget for F¥55.

3. Notg: the fee of $12i per student for the Mamagerial Grid
Seminsr Is cut-rate. The standerd fee 1s $235. A large portion of the
fee Is for copyrighted tralning materials.

. Notg: & Senlor Semimer for 35 studonts costs about $%,500; a
nanageient course at Marvard for one student costs sbout $4,500. Mest
external management courses cost the Agency abput $300-$400 per week per
’tm’tc
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In reply refer to ‘
Aciion Memorandum No. __A-412

Date 21 August 1964

1[ N

TO . : Deputy Director/Suppori{i= (\
. . “ . }
. * s
ATT :. Director of Training i
T
e
SUBJECT : Management Training : ()

REFERENCE: | N

1. The recent supervisors' reorientation periods have evoked

considerable questions as to management training. I therefore believe it ' M
is incumbent upon us to work out a program for management training with —
specific courses, internal or external, recommended at various levels; E_‘L
for example, one for section chiefs, one for branch chiefs, one for. division '{/F
chiefs, etc. Further, I believe we should have a basic supervisors' J. ‘
course for all individuals when they first enter into a supervisory position, O
and I would include as a mandatory requirement that this be for new : _
employees being brought into supervisory positions. ' R
2, Could you prepare for me a program for management train- 1‘%
ing with indications as to how this will be fitted into the program of OTR. I\-I
If this poses manpower and money problems for you, I would be happy to
discuss them with a reasonably open mind. Before you commence the D

preparation of any report, perhaps we should discuss the matter.

| 25x1ﬁj
M

“L¥yman B, KITKpatritK
Executive Director

SUSPENSE DATE:. -
' ANy
ifxaluﬂeﬁ {rom Butemalié
' deagrating and
detlacsitieaiien  __§

o &
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17 AUG 1954
- MEMORANDUM FOR: Director of Training
| SUBJECT : Management Training
REFERENCE . : ,Memd dtd 28 Feb 64 to DD/S fr C/TR/IS/MT, stbj:

"Review of Agency Management Training"

1. Ihave read your memorandum of 28 February 1964 carefully and find
the essence very interesting,

2, I should like to develop something in a format which we can forward
to the Deputy Director of Central Intelligence, possibly with information copies
to the other Deputy Directors, which would put into sharp focus certain impoxtant
points about our management training. The following are the kinds of questions
that I should like to see presented succmctly

a. What is the scope and mag‘nitude"gf. CiA-'s managerial job including
the approximate levels and numbers of managers who exercise authority
that has an appreciable effect upon Agency operations?

b, What is known concerning the effectiveness of our manager: and, if
sufficiently known, what are their areas of weakness which can be corrected
by training?

c. What should be our objectives in management training in our type
of intelligence organization?

d. Can a program be devised which will materially improve our
management process?

Without getting into too much history, your staffing problem, etc., I think that
this is the kind of information top management should have and focus upon, I
think that this information can be depicted in such a way as to pinpoint those
componénts which apparently have little or no interest in management training.

3. Would you please see what you can do along these lines sometime in the
near future, '

L. K. White
AT Deputy Director
gj“_‘u:{ for Support
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